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By Hyman G. Rickover
1 have interviewed more than 14,000

‘recently graduated college students for -

‘jobs in my organization and in nuclear
ships. In recent years, a surprising num-

-ber of applicants, even graduates of en-
g schools and the Naval Acad-

:gnny, have become enamored with the
“study of “management’’ — some even
. majoring in this subject.
? 'Almost without exception they are
'fluent in the jargon of systems analysis,
.financial manipulation, and quantita-
tive management. They graduate con-
ivinced they have learned management
‘techniques that will enable them to ad-
‘minister any job. Yet most seem to have
-an unrealistic perception of what is actu-
ally involved, with little appreciation of

the importance of technical knowledge, -

" experience, and hard work.

{ Many who teach ‘‘management” in -

‘our universities do their students and
society a disservice. By focusing on the
techniques of “modern management,”
rthey promote the idea that by mastering
A few simple principles of how to handle
peaple and situations one can become a
universal manager, capable of running
any job without having to know much
about the work to be managed.

. Our factories and compalﬁi’o:nd are in-
creas| being bought, sal oper-
ated igjgylypmfessional administratoss,
Jawyers, and financial experts who have
little understanding of their products,

the Wg@ involved, or the needs.of -
Tustomers: —A$*“these professional

“managers” reach top corporate posi-
tions, others emulate them and avoid

‘technical education in favor of manage- -

ment studle&.eOur universit:? s@:ung
emphasize the importance of a
grounding in substantive lea.mlng'and
downgrade ““management science.’ ,
7 What it takes to do a job will not be
Jearned from manpagement courses. It is
principally a matter of experience, the
proper attitude, and common sense —
nmeo!whlcheanbetausht‘inaclass-
room. v

. A manager must make the work chal-
Jenging and rewarding so that his people

will remain with the organization for

many years. This aliows it to benefit
fully from their knowledge, experience,
Pnd ‘‘corporate’ memory.

A major flaw in our system of Govern-
ment, and sven in industry, is the lati-

tude allowed to do less than is necarsary,
Too often officiels are wiillng 1 accept
and adapt to situations they know to be |

< wrong. The teadencs {3 to downplay
- problems instead of actively trying io
i correct them. Recogniziag this, many
. subordinates give up, contain their
* views within themselves, and wait for

others to take action. When this hap-
pens, the manager 13 deprived of the ex-

perience and ideas of subordinates.

A manager must instill in his people
an attitude of personal responsibility for
seeing a job properly accomplished. Une
fortunately, the sense of personal re-

-sponsibility for doing a job right seems

to be declining, particularly in large or-

ganizations where res bili X

Unless the individual truly responsi-
‘ble can be identified when something
g0es wrong, no one has really been re-

sponsible. With the advent of modern

management theorles, it is becoming
common for organizations to deal with
problems in a collective manner, by
dividing programs inte sub-programs,
with no one left responsible for the entire
effort. There is also the tendency to es-
tablish more and more levels of manage-
ment, on the theory that this gives better
_control. ,
The man in charge must concern him-
self with details, If he does not consider
them important, neither will his subordi-
nates. Most managers would rather
focus on lofty policy matters. But when
the details areignored, the project fails.
To maintain proper control one must

‘have simple and direct means to find cut

what is going an. There are many ways
of doing this; all invelve constant drudg-
‘ery. For this reason, those in charge
often create “management informacion
systems’’ désigned to extract from the
operation the details a busy executive
needs to know. Often the process is car-
ried too far. The top official then loses
touch with his people and with the work
that is actually going on. :

I am not against business education. A
knowledge of accounting, finance, busi.
ness law, and the like can be of value ina,
business environment. What I do believe
is harmful is the impression often
created by those who teach “manage-
ment” that mebywm be able to manage
siroply by applying certain man-

;:‘?emlo:;xt techniques, together with-some’
.simple academic rules of how to manage
people and situations.

There is concern today over the appar-
ent decline in U.S. produciivity. In
searching for its causes, we should not
overlook the impact of the many profes-
sional administrators who run large cor-
porations. Though trained in manage-
ment at our leading universiuties, they
are often unskilled in the technical
aspects of the company. As & result, they
manage largely in the ierms they
learned at school. Technical, operation-
al, and production issues are quickly re-
duced to issues of nambers &nd Gollars,

.which they apply their manage-
mmmuques.uﬂmghlnthumy

profits
often ignores broader issues such as effi-
clent production or planning for the tu-
ture. _wouqx.q.w

Adm. Hyman G. Rickover, 81, who is
to leave his post as the Navy's chief
nuclear officer in Janyary, at Presi-
dent Reagan’s request, recently deliv-
ered these remarks, excerpted here, to
the Columbia University School of En-
gingering and Applied Science. .-« . .- -
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